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& Deconber 1980

MOKCRANDUM POR: Director of Treining
SUBTECT : Position Anslysis Survey of Operetione School
sEgRENCES  : (A) FPosition Descriptions, Forwarded by PO/TR
22 Noverber 1
{3} Memorenium for Director of Training from
1948, aa;;eet: "anevey of Office of

Subject: "Position Analysis™,
axted 31 March 1954

25X1A

(c)

1. Under Reference A, the undersigned received on 2h Noveuber

: twenty position ; for the flfty«five present positions in

25X1A6a the Oparations Sehool. These {tions include those f1lled st
Meadquayters (including and {n the Covert Training instalistion

25X1A6a $a The ~ ons on the routing shest of Reference A

waﬁwmmorﬁmammm
mofnmrwmam@wmmmMumm:

"Attached are position descriptions prepared by the Salary
suf ¥Wage Division Office of Personnel as a result of the
reont survey of the Office of Training. Please reviev
wmmmm;mam,summ:m
:zuam»mmemmmma:mwzm.
K;wﬂnmtm,mtﬁl&awpﬁmhlmmﬁn
this effoct giving the reasons for your nonw-concurrence.

"Your comcurrence doss not mean that you agree with the
svalustion of the position at a specific grade level, but
uﬂywmagmthatitnammaﬂuwmh an’
Wafﬁnmv&mdﬁwwiﬁim. n,zm
retum these descriptions to PO/TR by 8 Deceziber 1961.

This dociment 1s part of an Infegrated
file. M separaled from the file it must be
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2. Referente B transmitted "gurvey reports” the Operations
Sahool and Covert Training and includes the following statement:

“ne variety of positicns under gtuly and the d1fficulty
of finding sfequate cowparisons in this survey has made it
pecessary for us to make tentative anelyses sand evalwmtions
in soms cases. I know you will appreciate, therefore, that
the results outlined in the attached report are not final.

As soon as you and appropriate mambers of your staff have bad
an opportunity to reviev the report, representatives of the

proposed actions and to consider what further action may ve
8] . In the event that effective and practicable
soiutions cannot be reached through such discussions, I will
pe gled to discuss the details with you in order that we may
achisve the socundest posaible results.” '

3, Reference C "states Agency policy and procedures with
respect to obtaining and recording basic caoupational information
_ about Agency positions,” and is the underlying authority for the
exercise, the-avallable rasults of which are reflected in References
A spd B,

4. BPecause I do uot see hov without further direction to earry
out the review requested by Reference A, 1% is neceasary to state
the following! ' :

s. For almost eifht years, Reference C has authorized
4he confuct of positiom anslyses for the purpose stated in
ihst Regulation. Even after such sn extensive continuous -
grectice, 1% might wvell be possible to question at this time
the utility of position analyses tO an organization such as
the Operstions Sehool. Perhaps such a basic question could
be raised on the occcasion of the prospective revision of
Beference C. However, for {he purposes of the comments that
follow it will be apsumed that position mnalysis &8 descrived
in Reference C is a useful exercise for this Sehool at this time.

b. Paragraph 2.b. of Reference C defines "Position Des-
cription” ss: A curremt and sccurate statement of the duties
and responsibilities, general informatiom, and evaluation
facters, incluling qualifieation requirements existing within
a given positien...” The position descriptions forvarded under
Reference A for the 55 positions in ihe Operations School are
pot accurate in the following major respects: :
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(1) Many individual position descriptions do not state that
the incumbent "performs other related duties assigned,” or some
such generalized statement to cover the many unpredictable and
recurrent tasks levied on Operations School persomnel. However,
scme individual position descriptions do so state.

(2) Broad general statements in some individual position
descriptions give an air of certainty, specificity, and permsnence,
vhere in fact the duties and responsibilities inwvolved are
uncertsin and changing. PFor example, the description of positiom
#0647 states that the ipcumbent is respomsible for "contimuously
monitoring and evaluating training programs to ensure that

" training objectives and standards are being met,” vhereas the
{rcumbent is in fact currently engaged in the preliminary task
of trying to agree with officials of the DDP as to vhat training
objectives and standards should be, and then in keeping them
constantly under review for necessary updating.

{(3) Certain bvasic duties and responsibilities are not stated,
for exanple: the requirement for every Operstions School employee
to live the personal cover which he may have and the instituticnal
cover of the subordinate organization in which he serves.

, {k)} Many job descriptions &o not estadblish the basis for the
sxperience, knowledge, skills, abilities and education nor physical
demands and personal charscteristics required to perform the
duties involved.

2. Among the twenty separate position desceriptions received,
there is intermal inconsistency in that some list (under Item 6) as
the reason for submission "Classification Survey,” whereas othersi do

- not list any reason. Although it is cbvicus from the related corre-
spendence (viz, Referemce B) that the purpose in each case is classi-
fication survey, any individual position description where this fact
is not so indicated might mean that the position description taken
alone could be misunderstood to involve a ghange of duties, a change
of Table of Organization, or s change in existing grade structure.

4. Tha twenty individual position descriptions do not follow
the same formst and in no case follow the conplete format set forth
in the Figure I attached to Meference C. Some of the twenty descrip-
tions contain only Section I "Duties and Responsibilities” and II-
"Supsrvision Received;" whereus others include: I "Job Sumsary,”

IX "Duties and Responsibilities,” III "Supervisory Controls” and
IV "Speeisl Considerations.”

, 2. Minimm qualification requirements (as exemplifted by Section
III of Figure I annexed to Reference C) are not set forth in any of
the tventy position descriptions, unless those position descriptions
which contain a Bection IV "Special Considerations” can be equated

with subparsgraph 6 ("Special Qualifications”) of Section III of Figure
1 of Beference C. ' : :
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£, In the sbsence of qualificetion requirements set forth as part
of positicn descriptions, an incumbent or smupervisor concurring in
the oompleteness end accurscy of the description of a position is dd ng
80 vithout having available that which is stated in Reference C to be
an iategral part of that description. It would be possivle to concur
in the position descriptions as presented under Referemce A without
sgreeing to separste qualification requirements, in the same way that
sush concwrrence would not lmve to mean agreement with separate svilua-
tiom of the position at a specific grade level. But sc to concwr would
mean o conour as though Reference B 4id not exist, vhen it does exist
ymmmmmwmmmthm
evaluaticn statements” vhich come close to being "qualification require-
nants” without specifically so indiosting. For example, Beference A
states for poaition %1&11& & Job Swmary, Duties and Responsibilities,
Superviscary Controls, and Special Considerstions, but does not indicate
the or gualificetion requirements other than to state (under
#'W Considerations): "Phis position may be filled by either OTR

, ] » Insuzbents are reguired to have up-to-date knowledge
#W&WethMmmmw. In
order to meet this requirement OTR personnel are required to rotate
to the ID/P . DD/P personnel filling the position are
norERlly assi mmm;mqmmmmmamw
Shey are remssigned to the ID/P ares.” About this same position, Ref-
erence B includes the following "evaluation statement': “The position
sompares favorably with the G8-1h Chief Instructor positioms in the
Buhool of Foreign Affairs, Department of State.” It would seexm
fwvalid to make svaluations on the basis of coeparisan with other
Wmm;obmmmmmmuum-
muts not present in such other services.

& mmmofmmyotmaymummam,w
Mmmwmmwm:mmmmmaMtim
m,mm,mwhn&hnmﬂy,ntdmmmaf
mwmammmmmm. The
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3« If positiom analyses of the 55 positions of the Opera
M%mavmrwwmmcrmwng:‘
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Job by Job, and then all jobs reviewed togsther in terms of the
School's tasks. The only altermative would be to proceed, in order,
by first agreeing es to the precise description of the job, then
going to the qualification requirements, then going to the grade
resulting in each case, and then taking up the entire unit. In the
prasent exercise, I am asked $0 do each of these four steps in
separate and unrelated exercises, and I am presented with materials
on sach of these subjects which are internally inconsistent one with
the other and vhich in their entirety 4o not implement the procedures
established by Begulation. This is especially the case in appraising
the overall conclusicns ag to grades ard slots for the School &8 a
whole, An vhich sppraisal the changing demands on the School zust

be conaidered.

6. In view of the above, Iwé

8. That the material forwarded under References A and B be
retuaraed to the 0ffice of Personnel 4o be unified so that the
Opsrations School may comsider each position in its antirety
{f.e. the description, the qualification requirements, and the
resulting grade structure), and all positions together.

b That the above exercise be sccomplished as deacribed
in Reference €, including the figure annexed thereto.

2. Alternative to the above, that thie entire exercise now
be queationed as worthwhile tc undertake at all.

I 25X1A%8
Chief, Operations School/TR
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